ABSTRACT: The paper investigates motivations, challenges and success factors experienced by an incubator company and panel shop owners during transformation from a non-registered to a registered panel shop. Since 2006 the company has assisted six black owned panel shops in upgrading their businesses through an annual grant of R1.5 million per business. The objective is to develop and empower disadvantaged black owned motor body repairers. The study was conducted through multiple case studies and in-depth interviews with owners and staff of these panel shops including incubator company personnel. The study revealed that noticeable improvements were in better infrastructure, improved management skills, registration with the repair authority, access to work from the insurance industry and better turnover. Challenges faced were in building of trust among panel shop owners and support agencies seconded to their businesses by the incubator company during the incubation process.
INTRODUCTION
Entrepreneurship is multi-dimensional, it includes owning a small business, being innovative, acting as a leader or starting up a new company, [1] . Entrepreneurship education inspires students towards starting up, developing and growing new successful business, [2] , and promoting innovation or introducing new products or services or markets in existing firms, through realising and exploiting opportunities, [3] . Important skills developed through entrepreneurship education include increased problem-solving and decision making abilities, improved interpersonal relationships, teamwork, money management and innovation, [4] . Entrepreneurial education provides an efficient and cost-effective method of increasing the number and quality of entrepreneurs in the economy, [5] .
Small Medium and Micro Enterprises (SMMEs) as business outfits contribute significantly to the economy and have a strong potential for economic growth. In addition they tend to be innovative, productive and generate of employment, [6] . Japan, Korea and Taiwan are countries that have shown high economic growth rates, high employment rates and equitable income distribution as a result of the well-structured SMMEs, [7] . There are about 2 million SMMEs in South Africa, representing 98 % of total number of businesses, employing approximately 55 % of the country's workforce and contributing about 42 % to the country's wage bill, [8] . 87 % of these SMMEs are survivalist, mostly owned by balcks, hence the need for incubation and enterprise development to enhance small enterprise growth sustainability. Common internal and external barriers faced by SMMEs, lack of resources, under capitalisation, poor infrastructure, lack of skill and poor perception from the public, [5] , [6] , [7] and [8] .
Business incubation has been defined as an environment that links talent, technology, capital and know how in providing leverage for entrepreneurial talent, [11] , accelerates the development of new companies, [12] , training and networking, [13] . The incubation process brings in a network of individuals and organisations that include the incubatee companies and employees, local universities, industry contacts, and professional service providers such as lawyers, accountants, consultants and marketing specialists, [11] .
Business incubators minimise problems faced by SMMEs by providing comprehensive assistance and conducive environment, [12] . The aim of a business incubator is to increase rate of new business formation, [13] , increase rate of survival and success of new enterprises, [14] . This is achieved through entrepreneurial development, training in various skills, [14] , shared use of equipment and facilities, technology transfer, research and development, lower operational costs, networking and business linkages, [15] . This is the focus of the incubator company.
The South African government has set up several initiatives that support small businesses like the Local Economic Development programmes, establishment of small business incubators, [9] , and the National Strategy Framework for the development of small businesses, [10] . The work being done by the incubator company complements the government's initiatives.
Research Problem
The South African motor body repair (MBR) sector is characterised by SMMEs. These SMMEs' have raised business concerns, which include the need to be registered by the South African Motor Body Repair Association, (SAMBRA), South African Insurance Industry, (SAIA), and certification by Original Equipment Manufacturers (OEMs), called the panel system, as a condition of getting work from the insurers, [16] , [17] . The insurance industry dictates parts margins and labour rates hence the low margins experienced in this sector.
The Incubator Company's Initiative
The incubator company adopts and gives a panel shop a grant of R 1.5 million every year since 2006. The incubator company is committed towards the growth and development of operational and financial capacity of black-owned auto body repairers. The grant is used to upgrade infrastructure, procure better equipment and technology and to carry out training in technical, managerial and business skills. These efforts prepare the SMMEs to be competitive and to get registered on the panel system. This paper will detail how these entrepreneurs are identified, selected, trained and monitored. The study will highlight the motivations, challenges and success factors experienced by both the company and the panel shops.
RESEARCH OBJECTIVES
The paper has the following objectives:
1. To investigate motivations and success factors experienced by the incubator company and the panel shops. 2. To investigate challenges experienced by the incubator company in the incubation / mentorship process. 3. To analyse business performance before and after the incubation process.
LITERATURE REVIEW

Entrepreneurship
"Entrepreneurship studies the practices of entrepreneurs, it examines their activities, characteristics, economic and social effects and the support methods used to facilitate the expression of entrepreneurial activity", [18] . Research has presented two main entrepreneurship theories; disequilibrating force that causes economic development through "creative destruction", [19] and an equilibrating force that restores markets to equilibrium through the process of price adjustments [20] . The later one supports the work of SMMEs in the motor body repair sector. From literature the main streams of entrepreneurship research are, psychological-traits and behavioural; sociological-social and cultural; economics and management, [21] , and these entrepreneurship streams will guide this study.
Business Incubation
Business incubation is a well-documented tool for economic development, [22] , through enterprise development and job creation. Incubation is a valuable mechanism for technology transfer through interaction with mentors and advisors, [22] .
Incubates are educated through the process of action learning. Several authors have indicated the main purposes of incubators in addressing the needs of SMEs and these were summarised by [23] , [14] , as follows:
• Develop managerial skills of the entrepreneurs through strategic guidance.
• Improve business infrastructure by facilitating the acquisition and transfer of technology.
• Promote quality standards.
• Increasing the competitiveness of the incubator firms.
• Promote entrepreneurial activities of Business incubators, • Reduce the relatively high failure rate of start-up and emerging enterprises.
Incubators provide the necessary business infrastructure and strategic guidance, as well as an environment in which information, experiences and ideas can be freely exchanged, [14] , [26] . The process of incubation prepares the entrepreneurs' skill and knowledge base in preparing them for increased business growth and profitability.
Small Medium and Micro Enterprises (SMMEs)
SMMEs play an important role in the socio-economic stability of a country through significant contribution to the economy and their strong growth potential, [24] . The global importance of small businesses in any country were summarised by [25] as "Small businesses are multitudinous, suppliers of employment and creators of work opportunities, innovators and initiators, sub-contractors for large organisations, responsible for the manifestation of the free market system and an entry point into the business world". SMMEs promote a flexible, innovative and competitive economic structure, [26] ; better customer service, lower cost and filling of isolated niches. In developed countries, more than 90 % of all firms fall under the umbrella of SMEs and above 90 % of these SMEs are microenterprises, [26] .
METHODOLOGY
The research methodology of this study includes relevant literature review, and detailed multiple case studies on six medium sized auto-body repairer enterprises. Case studies, [27] can be used to explore, describe, explain and compare while [28] stated that case studies focus on one instance's relationships and processes in a natural setting with the possibility of using multiple sources and methods for both data gathering and analysis. The triangulation method was used for data gathering as suggested by [29] . The method included extensive literature review, interviews with well prepared structured questionnaire observations and analysis of records. Most of the data was however provided by the company that is implementing the enterprise development process.
ADOPT A PANEL SHOP INITIATIVE
The Incubator Company's Motivations
The incubator company's motivation is to empower SMMEs in assisting them to acquire sound managerial, technical and financial capabilities. These attributes would enhance business growth and sustainability and they form the conceptual framework of this study as shown figure 1 below. 
is considered to be critical for the success of the enterprise in terms of its growth and its performance, [30] . The enterprise must be operating in an area designated for industrial type of work and not a backyard workshop, equipped with suitable equipment and tools. The enterprise must demonstrate an ability to produce decent quality work. The owner must be willing to raise 5 % of the capital investment required to develop the enterprise and must have been in operation for at least two years with stable client base. The owner's growth orientation, [30] , guides in the selection process.
Entrepreneurship Mentorship
Entrepreneurship mentorship is promoted by means of providing necessary training, infrastructure for entrepreneurs to further their business aspirations. During the incubation process business professional: consultants, lawyers and accountants are seconded to work with the SMMEs. The first step focusses on infrastructure upgrade, both buildings and equipment including internet networking. The second step emphasises skills development which include training opportunities aimed at technical and business skills. Incubation programme follows ensuring that there is on-going coaching and mentorship for the beneficiaries to improve their operational capabilities. The fourth step focusses on business growth and sustainability of beneficiaries. Efforts are directed towards the expansion of operations, which would result in job creation, competitiveness, access to more markets and opportunities which would enable the business to be sustainable.
Repair Areas Focussed on
Two repair areas have been focussed on namely Non-Structural Repair (NSR) and Major Structural Repair (MSR). NonStructural Repair (NSR) shops mainly focusses on repairs that have not affected the structural integity of the vehicle. These repairs form an estimated 70 % of all repairs. Scope of work undertaken include minor dents, hail damages, dent removal, scratches, bumper repair, colour coding and panel replacement. Estimated set up costs of these repairs are R 1, 000, 000.00 for a non-franchise and R 1, 600,000.00 for a franchised shop. Major Structural Repair (MSR) involves all damages from minor to major repairs. This repair aims at restoring the car to its originality. Estimated set-up costs are between R 3,000,000.00 and R 5,000,000.00. Highly qualified spraypainters and panelbeaters are required for this repair. Panel shops offering NSR and MSR repairs are expected to be accreditated or approved by SAMBRA and motor manufacturers (OEM).
FINDINGS
Success Areas
The incubator company has provided hands-on management assistance, access to finance and have exposed these SMMEs to business and technical support, [31] . The incubation process is away from site development and subsidized rents, [31] . Noticeable positive results include formalised recruitment that goes beyond immediate family members, there is delegation of responsibilities, and all SMMEs now have a business strategy, this agrees with the work of [32] , on growth paths of small enterprises. Four critical elements of incubation process as suggested by, [33] have been met namely, analysis of business needs; monitored application of business services; provision of financing and access to the incubator networks. Success of an enterprise is usually measured by business performance metrics which are cost management, profit, sales and turnover, [34] , growth in employment rates, [30] . Data for sales turnover and employment is usually used because it is easily available, [35] . The employment rates are not as high, indicating a similar trend which was studied in the manufacturing sector as was reported by [36] , that most entrepreneurs do not always choose to increase employment. Types of repair done by these SMMEs have an influence on their turnover. SMME B has 55% of their work coming from major structural repair, and this attracts high margins as shown in their turnover in figure 2 . SMME C, has 80% of its repair coming from non structural repair, which attracts low margins hence they have a low turnover.
Networks
Through the incubator company these SMMEs now enjoy benefits of business networks accessing and utilizing external resources in the network, outperforming other small businesses, by increasing their competitive advantages and efficiency, [37] . Networks sustain long-term business objectives and contribute to an enterprise's survival. The business networks become a community of practice, [13] . These SMMEs now enjoy trust and long term relationships with other stakeholders, [38] have been built, through among panel shops that deal with the incubator company. Participation in these networks have generated new market information, new customers, [39] and SMME owners can now negotiate with partners and suppliers. Through industry peers, these SMMEs can now access industry related information and it has opened up opportunities for collective lobbying, [40] . The network provided by the incubator company has strong ties in the industry, [38] since it offers risk insurance services that include motor vehicles.
Entrepreneur's Knowledge
The research established that prior knowledge and experience of the owner had an impact on the SMME's success, [41] . Good managers exhibited better formal education, had better work experience, were self confident and understood functional skills, [42] , [43] . During the intervention it was noticed that there were inadequate control systems to monitor utilisation, efficiency, quality and wastage. All SMMEs owners acknowledged that they now have a better business strategy in place, [39] . Through the enterprise development of the incubator company these SMMEs' ability to survive and grow in their business has been enhanced, (firm life endurance), [39] .
Challenges Faced
Trust
Challenges faced were in building of trust among panel shop owners and support agencies seconded to their businesses during the incubation process. Three owners wished to avoid the inconviniences and headaches associated with continued expansion, [44] .
The study revealed that noticeable improvements were in better infrastructure, improved management skills, owners are now able to delegate, [45] can now employ managers, shedding off some of the day to day responsibilities to their surbordinates, [39] . All the SMMEs are now registered with the repair authority, SAMBRA; enhancing their chances of accessing work from the insurance industry.
Training
Training of technical staff was a challenge. Most workers are now trained on the job by senior artisans. There is no formal college (FETs) that is offering courses in motor body repair. Barriers to job-related training that were discovered were that workers were too busy at work, courses offered were too expensive, lack of employer support and that some courses were offered at an inconvinient time and location, [46] . The incubator company has however managed to send workers from the said SMMEs to their supplier partners for in-house training. Both intangible and tangible benefits such as employee motivation and self esteem; and improved quality were quite evident in all SMMEs, [47] . These SMEs now have an ability to respond to market changes through flexibility brought about by new equipment and improved skills of their employees, [30] , [48] .
Financial Accountability
The incubating company discovered that with some SMMEs there were inadequate record, bookkeeping systems, invoicing and debtor control systems. Cash flow, costs and profit were not well monitored. These inadequacies were corrected by financial consultants that were seconded to each SMME. With improved financial records and collateral base these SMMEs can now afford to seek for loans for the expansion of their enterprises, [39] . Improving access to finance was reported by [48] , as a strategic theme that helps small businesses. Staff retention and morale has also improved. There was a noticeable improvement in the way these businesses price their services as well as manage their cash flows, [30] , [39] .
Incubation Problems
Out of 22 Incubators under Small Enterprise Development Agency (SEDA) and funded by the Department of Trade and Industry (DTI), only two of them focus on the motor industry, [23] and of the two none focusses on the motor body repair sector. Through the Automotive Industrial Development Corporation, (AIDC), the South African government established an Automotive Technology Centre as an Incubator which mainly services component manufacturers and OEMs. Two universities involved with this incubator are University of Pretoria and Tshwane University of Technology, [23] . Their main focus is in the improvement of automotive manufacture's competitiveness. The automotive aftermarket sector, where the motor body repair belongs, is not catered for.
LIMITATIONS
The nature of SMME business activities made it difficult to make use of Performance Measurement Systems (PMS), as a unit of analysis. However internal and external aspects of PMS were looked into. On internal PMS the study looked into business operations and capabilities which covered training and equipment. The other limitation was that few panel shops were studied and information on their working capital, income statements and cash flow data was difficult to obtain. Appropriation of value through the revenue model was not possible due to controls on pricing done by the insurance industry. A Du Pont analysis could not be done due to financial structures found in these SMMEs. Data on capital structure, income statements, working capital and cash flow could not be verified. Data on turnover were estimates given during interviews. Panel shop owners were reluctant to share this information. Few panel shops were studied hence these results can not be generalised.
RECOMMENDATIONS
The research recommends that an incubator specifically focussing on the motor body repair sector must be established. The incubator will focus on motor body repair courses such as panel beating, stripping, car preparation, assembly and polishing. South African universities as custodians of new information and creators of knowledge are expected to spearhead establishment of an auto-body repair incubator. Major cities in South Africa will be ideal centres for this incubator namely Johannesburg, Cape Town and Durban. These are centres with high volume of cars, [Motoring SA, 2004] . Other companies are also encouraged to follow the route taken by Alexander Forbes of developing small enterprises that are in their sector. This will assist government efforts in developing sustainable SMMEs that have both growth and sustainability potential.
CONCLUSION
The enterprise development work done by the incubator company ensures that these SMMEs are well resourced, especially on the acquisition of equipment and improved infrastracture. Managerial and financial skills are improved through secondment to consultants such as accounting and law firms. Post incubation support is given through chanelling of work to beneficiaries of their programme. The incubator company monitors progress of these SMMEs, thereby keeping them in their business networks and linkages. These efforts enable business growth and sustainability.
